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ABSTRACT

Change is probably the first and foremost management issue of today. It's going to happen,
with or without us. It represents growth, opportunity and innovation on one hand; and intimidation,
skepticism, distrust, disruption and anxiety on the other. If changeisto going to be effective and
successtul, it must have competent leadership with vison.

The problem is, dthough the Wilson Fire and Rescue Servicesistrying to increaseits focus on
fire prevention activities, the prevailing attitude among the operations divison continues to be
“suppresson minded”. As efforts are made to be more proactive in fire prevention, a suppression focus
from the mgority of the department prevents an organizationa change.

The purpose of this project was to measure, the level of commitment from the operations
divison toward ther involvement with fire prevention activities, and provide the necessary information
that would alow the leadership team to successtully plan, lead and ingtitutiondize this organizationd
change among the department’ s suppression forces.

The study uses acombination of evauative and descriptive research methodology. The
guestions to be answered were:

1. What path should the leadership team follow to postively lead the

Operations Divison through an organizationa change?

2. What factors must the leadership team condder in order to make this

organizationd change successful?

3. What obstacles are likely to confront the leadership team while trying to

change the organization’ s traditiond culture?



The procedures included an extensve literature review to gather sufficient information on
organizationd culture, which would aid the leadership with it' s effortsin trying to change the culturd
thinking of the operations divison regarding fire prevention activities. The exploration was aso
conducted to provide help in understanding peopl€ s reactions to change, in planning, developing,
implementing and monitoring change. An inter-department survey was conducted among personnel in
the operations divison to measure thair culture asit relates to fire prevention activities a al ranks.

The purpose of the survey was to decipher the department’ s organizationd culture regarding fire
prevention activitiesi.e., engine company inspections. It would aso provide the leadership team with
some sort of understanding of what we were facing in trying to manage a change in culture.

The results of this research project provided a clear path of direction for the leadership team to
follow when trying to implement change. Factors that need to be consdered when andyzing the
problem and planning the change process were outlined to assst the leadership team in ther efforts.
Common stumbling blocks that tend to hinder change along with frequent errors made by leaders
attempting change were outlined. A change modd was provided to guide leaders through the change
processin alogica sysematic method. The survey concluded that the mgjority of the operations
divison agreed that they should become more involved with fire prevention activities, however, they did
not agree with the decision to do engine company inspections.

The recommendations provided measures to assst the leadership team in successfully salvaging
the change process dready underway, while a the same time, easing some of the current anxiety

associated with the change, without jeopardizing the department’ s new vision.
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INTRODUCTION

For too long now, the fire service' s misson has been focused on hel ping the pubic from a
reactionary standpoint. In 1992, the Wilson Fire and Rescue Services started trying to become more
proactive, with the public, instead of reactionary. The department wanted to become more involved
with itsfire prevention efforts. Line officer job descriptions were rewritten to require fire ingpector
certification and since that time, a Life Safety Educator has been hired. The department’ s leadership
team fdt it was time to get the operations divison more involved in itsfire prevention efforts.

Although the Wilson Fire and Rescue Services istrying to increase its focus on fire prevention
activities, the prevailing attitude among the operations divison continues to be “ suppresson minded”.
As efforts are made to be more proactive in fire prevention, a suppression focus from the mgority of the
department prevents an organizationa change. Thislack of commitment reduces our ability to provide
the citizens dl they deserve and need in order to make our city asafer community.

The purpose of this project was to measure the level of commitment from the operations
divison toward their involvement with fire prevention activities, and to provide the necessary information
that would alow the leadership team to successfully plan, lead and ingtitutiondize this organizationd
change among the department’ s suppression forces.

The study uses acombination of evauative and descriptive research methodology. The
guestions to be answered were:

1 What path should the leadership team follow to positively leed the

Operations Divison through an organizationa change?
2. What factors must the leadership team condder in order to make this

organizationa change successful?



3. What obstacles are likely to confront the leadership team while trying to change

the organization’ straditiona culture?
BACKGROUND AND SIGNIFICANCE

The state of North Carolinaimplemented a mandatory fire codein July of 1991. Under this
code, al fire ingpections done in North Carolinafor the purpose of code enforcement had to be done
by certified fire inspectors.

The Wilson Fire and Rescue Services went through areorganization in 1993. The find results
of this process required dl fire prevention personnd to become state certified level 111 fire inspectors,
captains had to become leve 1 certified, lieutenants and engineers had to be certified asleve |
inspectors. The purpose behind these requirements was the department’ s plan to initiate engine
company ingpections. At thistime, we had four fire ingpector pogtions.

One year later our department went through a job reclassfication study due to the modification
of job requirements. Asaresult of this study, al personnel who were required to be a certified fire
ingpector received a sgnificant pay adjusment. Time frames were established for affected personnd to
achieve therr required certification. They ranged from six to eighteen months. A large, yet undetermined
number of employees did not meet theinitid dead line. At the date of this project, some five years later,
there were still a number of people who had not met the requirements outlined in their job change.

In 1994, the City of Wilson underwent council mandated personnel cutbacks. These reductions
forced the Wilson Fire and Rescue Servicesto |ose seven positions, one of which was afire inspector.
This |eft the department with three ingpectors.

In 1998, OSHA'’s 2in/2out rule went into affect. Thisfederd ruling required the use of rapid

intervention teams on gructurd fires. The overdl implications of the standard required more personnd



to be on the fire scene before fire attack operations could begin. For the Wilson Fire and Rescue
Services, this meant reassgning two of the three remaining fire ingpectors to the operations divison in an
effort to achieve compliance with the OSHA standard.

The department utilized off duty captains to hep maintain compliance with the mandatory
inspection schedule. This measure was having a negative impact on the department’ s overtime budget.
Something €l se had to be done to help get the inspections done. The department’ s leadership team fdlt it
had to develop and implement an engine company ingpection program. Thiswould not be a popular
decison, there would be opposition. The leadership needed to understand the reason for this
opposition, so they could come up with a plan to effectively implement the change.

This research project directly relates to the subject matter covered in the Executive
Leadership Course. Our leadership team had to identify the organizationd culture of the operations
divison asit related to fire prevention. The basic bdliefs and values had to be measured, if we were
going to be successful in implementing the desired change. The course emphasized the need to
understand the e ements associated with organizationa culture and a managed gpproach toward change.

This research project is a vauable tool for the Wilson Fire/Rescue Services. It provides
vauable information in hel ping the leadership team understand, the need to adapt and change our
organization is not readily apparent to many of the people who work for us. It aso providesthe
necessary modd for change and maps the steps to successful trangtion.

LITERATURE REVIEW
A literature review was performed to identify existing research on Organizationd Culture and

how to effectively implement a culturd change within an organization. The materid for this literature



review came from the Nationd Fire Academy Learning Resource Center, local community college and
public library. Severd resources were only available through inter library loan.

Many formd definitions for organization culture have been written Edgar H. Schein declares
organizationd culture as “the pattern of basic assumptions that a given group has invented, discovered,
or developed in learning to cope with its problems of externd adgptation and internd integration, and
that have worked well enough to be considered valid, and therefore, to be taught to new members as
the correct way to perceive, think and fed in relation to those problems’ (Schein, 1984, p. 3). Humans
have a need for order and consstency. Assumptions become patterned into what Schein terms as
“culturd paradigms’. “A culturd paradigm isaset of interrdated assumptions that form a coherent
pattern” (Schein, 1984, p. 4). The function of cultureisto Sabilize the interna and externa environment
for the organization. The culture of an organization must be perceived as correct and vdid if it isto
serveitsfunction. For an organization's culture to continue, it must be taught to new members. “One of
the most important areas of culture is the shared consensus on who isin, who is out, and by what
criteria one determines membership” ( Schein, 1984, p. 11). Culture covers human functioning and is
awaysin achange process. If culture paints apicture of an organization’s paradigm, that is how their
worldis, then obvioudy it will be passed on to new members. Schein believes the process of passng
on culture “provides an opportunity for testing, ratifying, and resffirming it. For both of these reasons,
the process of socidization (i.e., the passing on of the group’s culture) is srategicaly an important
process to sudy if one wants to decipher what the cultureis and how it might change” (Schein, 1984, p.
12).

If our culture is to have a usefulness within the organization, it should draw us to our human need

for sability, conastency, and meaning. Our culturd development by formdization should be, “agtriving



toward patterning and integration, even though the actud history of experiences of many groups
prevents them from ever achieving a clear-cut paradigm” (Schein, 1992, p. 11).

Trying to change the basic beliefs and assumptions of an organization isavery difficult job. It
requires agreat ded of time and createsalot of anxiety. Schein believesthe key issuefor leedersisto
be able to reach the deep seated levels of the organization’s culture. The leader must be able to
gopraise the functiondity of the assumptions made a every level and how to cope with the anxiety
released at those levels (Schein, 1992, p. 27).

Culture comes from three sources: the organization's beliefs, values, and assumptions of the
organization's founders,; the members educationd experiences as the organization unfolds, and what
new members and new leaders bring to the organization in the form of beliefs, vaues and assumptions.
The founders have the grestest impact on the culturd beginning (Schein, 1992, p. 211). If oneistrying
to accomplish change that is consdered more than minor to the core structure, the overall system must
firgt face disequilibrium great enough to force a coping process that carries one beyond reinforcing
current assumptions. “The creation of such adisequilibrium is called unfreezing, or creating a motivation
to change’ (Schein, 1992, p. 298). Schein aso revedsthe unfreezing processis essentid. Itis
comprised of three separate processes. (1) enough disconfirming data to cause serious discomfort and
disequilibrium; (2) the connection of the disconfirming data to important goals and idedls causing anxiety
and/guilt; and (3) enough psychologicd safety, in the sense of seeing apossibility of solving the problem
without loss of identity or integrity, thereby alowing members of the organization to admit the
disconfirming data rather than defensvely denying it (Schein, 1992, p. 299). All three must bein
exisgence in order to create a motivation to change. Information that may indicate the organizationa

gods are not being met or that some of the processes are failing is know as disconfirming data



Sometimes this disconfirming data may be a known item of existence; but because of fear and a
deficiency in “psychologica safety”, this knowledge is suppressed or denied.

“The essence of psychologica safety is that we can imagine a needed change without feding a

loss of integrity or identity. If the change | have to make threatens my whole sdif, | will deny the

data and the need for change. Only if | can fed that | will retain my identity or my integrity as|

learn something new or make achange, will | be able to even contemplateit” (Schein, 1992, p.

300).

After the unfreezing, the organization follows the change process down many different avenues. These
avenues reflect atrail and error learning process based on a broad examination of the environment or
imitation of role models (Schein, 1992, p. 301). Refreezing isthe finad eement in the change process. It
refers to the needfulness to reinforce any new behavior and ingght in an effort to produce confirming
data again (Schein, 1992, p. 302). Schein (1992) revedsthat “al change occurs through the
mechanisms of disconfirmation, the creation of guilt or anxiety, and the creation of psychologicd safety.
When those three factors are in appropriate ba ance the system is unfrozen and becomes motivated to
change. Change then occurs through cognitive redefinition of key concepts and the resulting behaviord
changes become refrozen in the persondities of the individuds and in the norms and routines of the
group” (p. 312).

A new paradigm of Organizationd theory is entitled organizationd culture perspective. “It
assarts that organizationa culture is the unseen and unobservable force that is dways behind activities
that can be seen and observed” (Cook, 1990, p. 86). The culture contains many things one can't see.
Ingtituting change without knowledge of the organization’s vaues, beliefs and individua behaviorsis

impossible. Many may believe that changing the superficid, (artifacts, symbols, rituals) changes the
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culture. In order for change to be successful it must be incorporated into the vaue system of the
culture. “Red change can only occur if the leader successfully unfreezes the old assumptions and
replaces them with new assumptions and then refreezes them into the subconscious of the culture”’
(Cook, 1990, p. 92). A leadersvison and dedication isthe key to successful change.

When embarking on change, we have atremendous chalenge to persuade our peopleto
embrace the change, or at least not fight it. There must be an extensive educationa and communications
campaign from gtart to finish. The organizations that have the greatest success rate in sdlling change to
employees are the ones with the clearest messages about the need for change (Hammer & Champy,
1993, p.148). Two key messages must be effectively communicated to the employees. Thefirst
communicates where the organization is and why it can't stay here and the second describes what the
organization needs to become (Hammer & Champy, 1993, p. 149).

Vison refersto apicture of the future. A good vison in a change process serves three
important purposes. Firg, it clarifies the genera direction for change. Second, people are motivated to
take action in theright direction even though the first seps may be painful. Thirdly, it helpsto
coordinate peoples actions (Kotter, 1996, p. 68). “Clarifying the direction of change isimportant
because, more often than not, people disagree on direction, or are confused, or wonder whether
sgnificant change is redly necessary” ( Kotter, 1993, p. 69).

To be an effective leader, one must cregte the vision for the organization. Once cregted, the
people must embrace the vison asif it were their own cregtion. 1t isonly then will people fully accept
ther role and respongihility to achieveit. “The only way to trandate vison and dignment into people's
day-to-day behavior is by grounding these lofty concepts in the company’ s day-to-day environment”

(Naishitt & Aburdene, 1985, p. 27).
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More and more, Fire service managers today are being asked to adjust to new expectations.
The pressure comes from both internd and externd influences. “Where departments tend to get into
trouble when dedling with a profession in trangtion is by not goprisng dl of the members of the
profession of why the changes are occurring. Often, executives won't clearly communicate the
pressures on them as policy decison makers, thus making it hard for middle managersto effectively
manage day-to-day operations’ (Vonada & Pearlman, 1990, p. 44). While some managers exert an
eagerness and high leve of energy to ded with culturd change, othersresst and exhibit greet fear.
Vonada and Pearlman take the podition that “ misery istruly optional when dealing with and managing
through trandtion” (Vonada & Pearlman, 1990, p.45). Understanding that change will come no matter
how prepared we are is the key to handling the pain associated with culturd change. Managers
promoted from within the organization many times trust the fedings of employees rather than
concentrating on how they can assist them with the certainty of change. “The success of afire
department, and of the professond individuas within it, will be affected by their ability to recognize and
manage this cultural change” (Vonada & Pearlman, 1990, p. 46).

The Department of Socid Science and Policy Studies and the Center for Firesafety Studies at
Worcester Polytechnic Ingtitute in Worcester, Massachusetts conducted a survey of the 48 contiguous
dates. The participates were “high-ranking fire officids’ from the 166 U.S. cities exceeding 100,000 in
population. Three copies of the survey went to each department. They were asked to be given to
those consdered “influentid”, including the chief (Doerschler, 1989, p.19). Theintent of the survey
was to measure how much fire officias expected mgor changes for the fire service in the near future, the
direction the changes would or should take, and how the fire service may be reshaped in the mist of

changing times. “The pogition of aregpondent within a department seemed to play the most important
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role in determining receptivity to changesin the role of the fire service. Fire Marshds and other high-
level adminigrative personnel (such as chiefs or assgtant chiefs) seemed the most receptive overdl to
mgor role changes for the fire service. Conversdly, line officersin fire suppression and fire prevention
divisons tended to express a greater degree of concern over maintaining the department’ s suppression
forces’ (Doerschler, 1989, p. 21).

Tehome believes seedplanting and transplanting are the two basic methods of organizationd
change used by successful change officers. Long term, the most effective is seedplanting; however,
transplanting is quicker and more effective. The most risky is seedplanting because in some cases
germination may not occur until the second year. In some cases the seeds may rot and never grow.
“Trangplanting is more labor-intengve and requires more detailed planning than seedplanting, but its
results are immediately measurable. The department change officer will find occasions to employ both
change techniques (Tehome, 1991, p. 92).

Strategies for change, initiated ingde the organization, sometimes will clash with the culture.
When this happens the culture will dwayswin. “If the organizationd culture does not embrace your
initiative related to the change, the overdl change efforts will struggle and often fail” (Bruegman, 1998,
p. 3). If aleader isto be successful inimplementing cultural change, some basic requirements must be
followed. Top management must be committed and involved in the process. There hasto bea
mechanism for measuring the change on a day-to-day level and from the big picture prospective.
Strenuous goals persuading the organization to be the best must be created. They must be educated as
to how and why the changes are necessitated (Bruegman, 1998, p. 4).

“Leading culturd change redly comes down to addressing four key organizationa questions:

Information - What is the change?
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Inspiration - Why is that necessary?
Implementation - How will it be done, both individudly and organizationaly?
Inditutiondization - When will we know when it is a success?

If we can cover those four agpects of cultural change, we'll be able to move through that four-

gep trangition process of denid, resstance, exploration, and finally, organizational commitment”

(Bruegman, 1998, p. 5).

We must keegp in mind that everybody in our organization is not going to comprehend the need to
change the organization (Bruegman, 1998, p. 6).

M odifying an organizations culture isatough job. Although it isacomplex task, it can be done
with the right leadership. The leader must have vison and be redistic concerning strategies used to
enhance the performance of the organization.

“The angle most vigble factor that distinguishes mgor culturd changes that succeed from those

that fall is competent leadership at the top. The leader creates ateam that can establish anew

vison and set drategies for achieving that vison. The leader succeeds in persuading important
groups and individuas in the organization to commit themselves to that new direction and then

energize the personnd sufficiently to make it happen, despite dl the obstacles’ (Tungtdl, 1997,

p. 11).

If aleader is planning a“mgor culture change’” he must have an “ outsder’ s openness to new ideas and
aninsgder’ s power basg” (Tungtdl, 1997, p. 15). The leader must be able to sell the need for change
even when the mgority are satisfied. The new vison must be effectively communicated and tactics to

overcome any barriers to change must be developed (Tungtal, 1997, p. 15).
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Organizations today face amgjor task in adapting to change. This change requires a greet dedl
of flexibility, innovation, and quick responsveness. “Change can just happen or it can be planned.
Change that is managed is change that we call planned” (Robbins, 1983, p. 265). Keeping an
organization current and viable isthe overd| objective of planned change. Organizations are dependent
on their environments. Knowing the environment does not stand till, the organization must develop
drategies to facilitate planned change (Robbins, 1883, p. 265). People in organizations resist change
because they visudize change as athredt to their sdf-interests. Older people have a greater tendency
than the young to resst change. Thisis dueto having a gregter investment and more to lose by having to
adjust to the change (Robbins, 1883, p. 267). Robbins believes that “ successful change requires
unfreezing the status quo, changing to anew state, and refreezing the new change to make it permanent”
(Robbins, 1983, p. 274). “The status quo can be consdered an equilibrium state. To move from this
equilibrium- unfreezing is necessary” (Robbins, 1983, p. 275). Change can be implemented once the
unfreezing has occurred.

A notable amount of change that takes place must occur in our organization’ s basic beliefs, in
our very culture. “We can make significant changesin our processes, procedures, and priorities,
however, without a corresponding culturd change the functiond changes will be short lived and without
commitment” (Mihelic, 1995, p. 4).

William Bridges indicates that changes are not what doesonein, it' strandtions. “Changeis
gtuationd: the new gte, the new boss, the new team roles, the new policy. Trangtion isthe
psychologica process people go through to come to terms with the new stuation. Changeis externd,
trangtion isinternd” (Bridges, 1991, p. 3). Change will not work unless trangition takes place.

Trangtion begins by letting go of something; redlizing thisisthe first gep in the task of trangtion
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management. The next sep isthe neutrd zone. The neutral zoneis known as the “no-man’s-land”
Stuated between the old redity and the new. “When you moved to your new house, or got the
promotion, or had the baby, the change probably happened pretty fast. But that isjust the externd
gtuationd change. Inwardly, the psychologicd trangition happened much more dowly, because instead
of becoming a new person as fast as you changed outwardly, you actudly struggled for atime in a state
that was neither the old nor the new. It was akind of emotiona wilderness, atime when it wasn't clear
who you were or what wasred” (Bridges, 1991, p. 5). One could conclude that something iswrong
with them for fedling thisway. Some people become frightened in this zone and try to escape. Thisis
why during mgjor organizationa changesthere is often an increased leve of turn over. “People make
the new beginning only if they have firs made and ending and spent some time in the neutrdl zone. Yet
mogt organizations try to sart with the beginning rather than finishing with it. They pay no atention to
endings. They do not acknowledge the existence of the neutral zone, then wonder why people have so
much difficulty with change’ (Bridges, 1991, p. 6). An organization must identify precisay what
changes in behaviors and atitudes people must make in order to ded successfully with transition
(Bridges, 1991, p. 14).

Caution should be taken when beseeching people to turn away from the past that you don’t
push them away from you or from the new direction the organization istrying to take. People are able
to walk away from the past much eesier if they can take abit of it with them (Bridgers, 1991, p. 31).
“The sngle biggest reason organizationd changesfal isthat no one thought about endings or planned to
manage their impact on people’ (Bridges, 1991, p. 32).

If organizations continue to expect improving results from our personne, shared vaues should

be considered. Thompson-McCauldand (1990) states, “my persond definition of shared vauesisthat
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they are the core bdiefs about a company to which we can unhesitatingly give our talent and our
energy” (p. 180). Thiscan only occur with immediate and unfatering commitment. “Without conscious
shared values, we cannot expect to harness the potential of people working within the organization.
There will dways be some sort of holding back, alack of tota commitment” (Thompson-McCauldand,
1990, p. 180). Shared vaues create an avenue to improve the organization’s foundation so that change
can be inditutionaized versus superficid. Successful managers desire change. They know it is one of
the keys to success. Some leaders sometime “ confuse superficid change with the red thing. This can
lead to discouragement and disllusonment, the reverse of fulfillment” (Thompson-McCauldand 1990,
p. 181).
Learning does not have to be conscious or ddiberant, in fact, it may not improve one's
effectiveness. Behavior changes are not necessarily dways tangible.
“Change resulting from learning need not be visbly behaviora. Learning may result in new and
sggnificant indghts and awareness that dictate no behavioral change. In this sense the crucid
eement in learning is that the organism be conscioudy aware of differences and dternatives and
have conscioudy chosen one of these dternatives. The choice may be not to reconstruct
behavior but, rather, to change on€e' s cognitive maps or understanding” (Huber, 1991, p. 89).
Organizationd culture is often referred to as “ corporate culture’; thisis the overdl culture of the
organization (National Fire Academy, 1996, unit 7, p.5). Beliefs and vaues are the two predominate
assumptions forming the culture. “Beliefs are basi ¢ assumptions about the world and how it works.
Vaues are basic assumptions about what idedls are desirable and worth gtriving for” (Nationd Fire
Academy, 1996, unit 7, p. 5). These definitions don’'t necessarily equate to what people pronounce

their beliefs and values are, but rather their actions spesk much more accurately.
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Successful leaders of change must exhibit certain behaviors. There must be frequent verba
communications as well as active ligening. This dlows the leader to diffuse peoples concerns and
feelings about change. A collaborator dlows othersto buy into the change, providing them with asense
of ownership. A change leader must be a demonstrator of the change effects, arole mode for othersto
see. Findly, the leader must be an educator. Everyone must be shown the purpose and reasons for
change so that to ensure an understanding of the overdl change (Nationd Fire Academy, 1996, unit 1,
p. 7). Thereisachange modd (see Appendix A) that “facilitates effective change through a systematic,
four-phase process. andysis, planning, implementation, and evauation/inditutionadism” (Nationa Fire
Academy, 1996, unit 2, p. 3). Phase one studies the current Situation for the purpose of determining
those thingsthat need to be changed. Phasetwo isthe planning phase. Thisiswere dl the data
gathered in the andysisis placed into an overal strategy to accomplish any desired change.
Implementation isidentified in phase three. Thisis were the planning drategies are exercised. Thelast
phase is the evduation/ingtitutionalism.  After the change has been implemented, continuous evauation
must be done to ensure the plan is working as expected (Nationa Fire Academy, 1996, unit 2, pp. 3-
16).

In summary, the literature review has provided sufficient data to help the leadership team of the
Wilson Fire and Rescue Services better understand it’ s organization’s culture. 1t provides ingght into
why people respond to change the way they do and how we can prepare our personnd to dedl withit.
The study aso provided amoded which will help our department plan, develop, implement and monitor

change, during and after the trandtion period.
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The information in this research paper will be provided to the Wilson Fire and Rescue Services
leadership team to review. It should assst usin being successful in our future attempts to implement
change within our organization.

PROCEDURES

Severa procedures were executed in order to obtain accurate information to answer the
questions outlined in thisresearch. An extensive literature examination was conducted to gather
sufficient information on organizationd culture, which would ad the Wilson Fire ad Rescue Services
with it' s efforts in trying to change the culturd thinking of the operations divison regarding fire
prevention activities. The exploration was aso conducted to provide help in understianding people’ s
reactions to change, to assst in planning, developing, implementing and monitoring change.

A survey was conducted among personne in the operations division to measure their culture as
it relates to fire prevention activities at al ranks. The purpose of this survey was to decipher the Wilson
Fre/Rescue Service s organizationd culture regarding fire prevention activitiesi.e., engine company
ingpections. The survey was dso to provide the leadership team with some sort of understanding of
what we were facing in trying to manage a change in culture. A copy of the survey questionnaireis
disolayed in Appendix B.

The operations division of the Wilson Fire and Rescue Services is comprised of 70 personnel.
Sixty one (61) of these employees were given a survey form with an explanation of its purpose. This
was accomplished by meeting with engine companies when they were attending training sessons & fire
dation one. Anonymity was stressed in an effort to achieve a high return of surveys.

The sixty one (61) participates conssted of fifteen (15) captains, three (3) lieutenants, thirty one

(31) engineers and twelve (12) firefighters. Nine (9) personnd were not available due to vacation, sick
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leave, or educationd leave a thetime the survey was given. This represents eighty seven percent
(87%) of the operations division asked to participate in the survey. Personnd were asked to return the
surveys by inter-office mail or facamile. Of the total populous surveyed, ninety two percent (92%)
returned a completed survey.

LIMITATIONS

Because the survey requested the rank on each respondent, one may question true anonymity.
Some of the respondents returned the survey in short order. It is assumed the participates responded to
the survey honestly. The unavallability of some personnel due to leave time and the absence of those
surveys not returned does not reflect atota picture of the operations division.

RESULTS

This section will provide answersto the origind research questions dong with a narrative
description of the study’ s findings.

1. What path should the leadership team follow to positively lead the Operations

Division through an organizational change?

From the literature reviewed, severd points are outlined for mapping a path toward a successful
organizationd change. There mugt be avison for the organization. The new vison must be effectively
communicated and tactics to overcome any barriers to change must be developed (Tungtall, 1997, p.
15). Two key messages must be effectively communicated to the employees. The first communicates
where the organization is and why it can’t say whereit's at, and the second describes what the
organization needs to become (Hammer & Champy, 1993, p. 149). The members of the organization
must be made to fed asif the vison were their own cregtion. In addition to members being told why

there is a need to change, they need to understand where the pressure for the change is coming from.
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The change must be incorporated into the vaue system of the culture. Effective change will occur only
after the old assumptions are unfrozen and the new is refrozen into the subconscious of the culture
(Cook, 1990, p. 92). The most defined approach to foster a successful change isto follow the four
phased process for change: analys's, planning, implementation and evaduatiorvinditutionalism (Nationd
Fire Academy, 1996, unit 2, p. 3). Frequent verba communications aswell as active listening must
accompany the use of the change modd.

2. What factors must the leadership consider in order to make this organizational change
successful?

Ingtituting change without knowledge of the organizations vaues, beliefs and individuad behaviors
isimpossible (Cook, 1990, p. 92). Trying to change the basic bdiefs and assumptions of an
organization isavery difficult job. It requires agreat ded of time and creastes alot of anxiety. Any
notable amount of change must occur in our organization’s basc bdiefs, in our very culture. “We can
make sgnificant changesin our processes, procedures, and priorities, however, without a corresponding
cultura change the functiond changes will be short lived and without commitment” (Mihelic, 1995, p.
4).

Thefunction of the culture isto abilize the internal and externa environment for the
organization. However, the organization must perceive the culture as correct and vdid if it isto serve
itsfunction. Leaders have to remember, people must embrace the vison asif it were their own cregtion
. Itisonly then will they fully accept their role and responsibility to achieve it (Nashitt & Aburdene,
1985, p. 27). “Without conscious shared vaues, we cannot expect to harness the potentia of people
working within the organization. There will dways be some sort of holding back, alack of tota

commitment” (Thompson-McCauldand, 1990, p. 180). We must also keep in mind that everybody in
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our organization is not going to comprehend the need to change the organization (Bruegman, 1998, p.
6).

The culture must be taught to new members. Schein believes the process of passing on culture
“provides an opportunity for testing, ratifying, and reaffirming it” (Schein, 1984, p. 12).

The organizations that have the greatest success in selling change are the ones with the clearest
messages about the need for change (Hammer & Champy, 1993, p.148). If leaders are to be
successful in implementing cultura change, top management must be committed and involved in the
process. “The success of afire department , and of the professond individuas within it, will be affected
by their ability to recognize and manage this culturd change’ (Vonada & Pearlman, 1990, p. 46). One
of the greatest reasons organizationd changes flop is the failure to manage the impact they have on their
people (Bridges, 1991, p. 32).

William Bridges indicates that changes are not what does onein, it' strangtions. That place one
gets after leaving the old but has not yet grasped the new. It's known as the neutral zone or “no man's
land”. Many people become frightened in this zone and try to escgpe. Thisis why many people leave
the organization when undergoing mgor changes. Many leaders make a serious error of judgment when
they fail to acknowledge the existence of the neutrd zone (Bridges, 1991, p. 6).

3. What obstacles are likely to confront the leadership team while trying to change the
organization’s traditional culture?

Humanstend to resst change. They have aneed for order and consstency. When embarking
on change, we have a tremendous challenge to persuade our people to embrace the change, or at least
not fight it (Hammer & Champy, 1993, p. 148). Departments get into trouble by not gppriang dl of the

members as to why changes are occurring (Vonada & Pearlman, 1990, p. 44). People will tend to
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disagree on direction, become confused, or wonder whether the changeis redly necessary if leadership
does not do agood job of clarifying the direction of change (Kotter, 1993, p.69).

Another obstacle many mangers have to hurdle is, many times they trust the fedlings of
employees rather than concentrating on how they can assst them with the certainty of change.

Genedly line officersin fire suppression tend to express a gregter degree of concern over maintaining
the department’ s suppression forces (Doerschler, 1989, p. 21).

People in organizations resst change because they visudize change as athreet to therr sdif-
interests. Older people have a greater tendency than the young to resist change (Robbins, 1983, p.
274). Trying to change the basic bdiefs and assumptions of an organization creates alot of anxiety. If
the change one has to make threatens their whole sdif, they will deny the need for change (Schein, 1992,

p. 27).
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Survey
A survey was conducted of the Wilson Fire and Rescue Services Operations personnel to decipher the
organizationda culture regarding fire prevention activitiesi.e.,, engine company ingoections.

The survey first asked the employee to reved their specific rank. The purpose was to measure
the culture at each employee leve, officer and non officer, and also the department asawhole.

The second question revealed, 26.3% of the non-officers (firefighters and engineers) strongly
agreed that fire suppression forces should focus more on fire prevention activities than in the past.
39.5% agreed, 26.3% disagreed and 7.9% strongly disagreed. Of the officers (captains and
lieutenants), 6.6% strongly agreed that fire suppression should focus more on fire prevention than in the
past. 66.7% agreed, and 26.7% disagreed. When talied as the whole department, 20.8% strongly
agreed, 47.2% agreed, 26.4 disagreed and 5.6% strongly disagreed.

Table 1

Percentage who believe fire suppression should focus more on fire prevention activities.

Strongly Agree | Agree | Disagree | StronglyDisagree
Non Officers 26.3 35.9 26.3 7.9
Officers 6.6 66.7 26.7 0
Departments 20.8 47.2 26.4 5.6

The third question reveded, 7.9% of the non-officers strongly agreed that engine companies
should play an active role in code enforcement by doing engine company inspections. 18.4% agreed,
52.6% disagreed and 21.1% strongly disagreed. Of the officers, 46.7% agreed, 33.3% disagreed and
20% strongly disagreed. When tdlied as the whole department, 5.6% strongly agreed, 26.4% agreed,

47.2% disagreed and 20.8% strongly disagreed.
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Table 2

Percentage who believe engine companies should play an active role in code enforcement by

doing engine company inspections.

Strongly Agree | Agree | Disagree | Strongly Disagree
Non Officers 7.9 18.4 52.6 21.1
Officers 0 46.7 33.3 20
Departments 5.6 26.4 47.2 20.8

The fourth question revealed, 5.3% of the non-officers strongly agreed that doing company
ingpections would have a positive impact on our department’ s code enforcement/fire prevention’s
efforts. 29% agreed, 50% disagreed and 15.7% strongly disagreed. Of the officers, 60% agreed and
40% disagreed. When tallied as the whole department, 3.8% strongly agreed, 37.7% agreed, 47.2%
disagreed and 11.3% strongly disagreed.

Table 3
Percentage who believe company inspections will have a positive impact on our department’s

code enforcement/fire prevention efforts.

Strongly Agree | Agree | Disagree | Strongly Disagree
Non Officers 5.3 29 50 15.7
Officers 0 60 40 0
Departments 3.8 37.7 47.2 11.3

The fifth question reveded, 5.3% of the non-officers strongly agreed that our department’s
commitment to implement engine company ingpections is a positive step toward achieving our
organization's mission. 23.7% agreed, 55.3% disagreed and 15.7% strongly disagreed. Of the
officers, 53.3% agreed, 40% disagreed and 6.7% strongly disagreed. When tallied asthe whole

department, 3.8% strongly agreed, 32% agreed, 51% disagreed and 13.2% strongly disagreed.
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Table 4
Percentage who believe department’s commitment to implement engine company inspections

is a positive step toward achieving our organization’s mission.

Strongly Agree | Agree | Disagree | Strongly Disagree
Non Officers 5.3 23.7 55.3 15.7
Officers 0 53.3 40 6.7
Departments 3.8 32 51 13.2

The sixth question reveded, 5.3% of the non-officers strongly agreed that our department’s
commitment to implement engine company ingpectionsis a positive step toward achieving a safer
community. 28.9% agreed, 57.9% disagreed and 7.9% strongly disagreed. Of the officers, 60%
agreed and 40% disagreed. When tdlied as the whole department, 3.8% strongly agreed, 37.7%
agreed, 52.8% disagreed and 5.7% strongly disagreed.

Table 5

Percentage who believe department’s commitment to implement engine company inspections

is a positive step toward achieving a safer community.

Strongly Agree | Agree | Disagree | Strongly Disagree
Non Officers 5.3 28.9 57.9 7.9
Officers 0 60 40 0
Departments 3.8 37.7 52.8 5.7

The seventh question reveded, 2.6% of the non-officers strongly agreed with our department’s
decision to become more actively involved in itsfire prevention efforts by initiating an engine company
ingpection program. 21.1% agreed, 52.6% disagreed and 23.7% strongly disagreed. Of the officers,

6.7% strongly agreed, 33.3% agreed, 53.3% disagreed and 6.7% strongly disagreed. When talied as
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the whole department, 3.8% strongly agreed, 24.5% agreed, 52.8% disagreed and 18.9% strongly
disagreed.
Table 6
Percentage who agree with decision to become more actively involved in its fire prevention

efforts by initiating an engine company inspection program.

Strongly Agree | Agree | Disagree | Strongly Disagree
Non Officers 2.6 21.1 52.6 23.7
Officers 6.7 33.3 53.3 6.7
Departments 3.8 24.5 52.8 18.9

The eighth and find question reveded, 2.6% of the non-officers strongly agreed that ingpections
should be one of the primary engine company functions in our fire prevention efforts. 18.4% agreed,
55.3% disagreed and 23.7% strongly disagreed. Of the officers, 26.7% agreed, 46.6 disagreed and
26.7% strongly disagreed. When tallied as the whole department, 1.9% strongly agreed, 20.8% agreed,
52.8% disagreed and 24.5% strongly disagreed.

Table 7
Percentage who believe inspections should be one of the primary engine company functions in

our fire prevention efforts.

Strongly Agree | Agree | Disagree | Strongly Disagree
Non Officers 2.6 18.4 55.3 23.7
Officers 0 26.7 46.6 26.7
Departments 19 20.8 52.8 24.5

DISCUSSION
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The study clearly reveds and confirms that making change is a difficult task, especidly culturd
changes. The most important factor in making organizationa changes a success is competent leadership
at thetop. The leader must creste ateam that can establish anew vison. That vison must be
communicated with Sncerity, developing trust and support dong the way, “asif it were their own
creation” (Naishbitt & Aburdene, 1985, p. 27). Leadership must be patient yet consstent as it
encourages and assst other organization members adjust to the changing environment. The study
indicates, if cultureisto serveits function, the organization must be perceived as correct and vaid
(Schein, 1984, p. 11). Theresults of the survey confirmed these points when it reveded 71.7 % of the
respondents disagreed in some capacity with the department’ s decision to initiate an engine company
ingpection program.  Although, we know everyone in the organization is not going to buy into the
decison or comprehend the need to change the organization (Breugman, 1998, p.6). The author feds
that with the current leve of buy-in, the program is going to be traveling down arocky road, and the
chance for overdl cultural change, at best, islow.

Informeation from the literature review shows that ingtituting change without understanding the
organizations beliefs, values and individua behaviorsisimpossble. Many make the misteke of believing
that changing the superficid, (artifacts, symboals, rituas) changes the culture (Cook, 1990, p. 92). The
survey confirms this with overwhelming lack of support for the inspection program. The decison was
made to develop and start an ingpection program and job requirements were outlined. There has
however, as the survey reveded, been no red cultura change. The change has been only superficid.
Thereisonly avery smdl level of support from the group most affected by the change.

When trying to measure fire officias perception of magor changes for the fire services future,

“the pogition of arespondent within a department seemed to play the most important role in determining
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receptivity to changesin the role of thefire service. Line officersin fire suppression and fire prevention
divisons tended to express a greater degree of concern over maintaining the department’ s suppression
forces’ (Doerschler, 1989, p.21).

The results of the survey conducted in this study parale with those identified in the literature
review. Thisproject’s survey showed that 60% of the line officers disagreed, in some capacity, with the
decision to conduct engine company inspections. An even higher percentage, 73.3%, disagreed, in
some capacity, that engine company ingpections should be one of their primary functions.

Seedplanting and transplanting are two basic methods of organizationd change used by
successful change officers. Tehome (1991) believes seedplanting is the mogt risky because in some
cases germination may not occur until the second year and in other cases the seeds may rot and never
grow (p. 92). This concept was proven correct when the survey reveded the lack of department
support for engine company inspections. The seed was planted when the decision was made to work
toward an ingpection program and new job requirements were developed. Y€, five yearslater, there
has been only asmdl amount of germination.

The study indicated that “without conscious shared values, we cannot expect to harnessthe
potentiad of people working within the organization. There will dways be some sort of holding back, a
lack of totad commitment” (Thompson-McCauldand, 1990, p. 180). Assuming thisistrue, and the
author does agree , the survey indicates our organization will have alot of people holding back and not
giving ther dl to help make the engine company ingpection program a SUCCess.

The research pointed out that everyone must be shown the purpose and reasons for change so
that to ensure an understanding of the overdl change. It dso encouraged the use of achange model to

help facilitate effective change (National Fire Academy, 1996, unit 1, p.7). The modd advocates four
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phases to effective change, if you follow the modd. Our department isin the third phase; however, we
did not go through phase one and two. The author fedslike, if the department had used the model, the
outcome of the survey would have been much more postive.

It isironic that 68% of the operations divison agreed, they should become more involved in fire
prevention activities; yet a the sametime, 71.7% don't think they should be doing engine company
ingpections.

Based on the study, making an organizationd change with intentions of changing vaues and
beliefsisatough job. Theimplications are clear, the leadership of the Wilson Fire/Rescue Services has
got even atougher job, if we are going to make this program work, because of mistakesinitidly made.

It is the authors opinion that the decison to conduct engine company inspections was premature
a thetime it was made. Thiswas such acriticd decison, an in-depth study should have been done
prior to the decison, and once the decison was made, implementation should have followed prior to
any salary adjustments. We got our cart before the horse, people have been paid for six yearsto do a
job, they don't even think they should be doing, and gill are not doing it. The author is convinced, the
decisgon can survive and the program can be a success provided, the leadership team utilizes the
information outlined in this Sudy.

RECOMMENDATIONS

The recommendations concluded from this research are based on the data compiled from the
research itsdf. It isrecommended, that the leadership team work together in cregting avery detailed,
yet understandable message, that effectively communicates where the organization is, why it can't stay
wereit's at, and describes what the organization needs to become. The leadership can not only

develop the plan , they must be actively involved throughout the change process.
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Redlizing red change will only happen after old assumptions are unfrozen, the author
recommends a series of shift meetings or a department meseting to explain the new focus. During this
exchange, the reasons and need to change should be explained; those affected by the change should be
clearly identified; the new vison must be shared with excitement and vigor, dong with reasons why, and
the implementation plan must be conveyed in detall, explaining dl the conditions. An extensve
educationd and communications campaign must accompany the implementation plan. Oncethe
implementation plan is under way, a continuous comprehengve evauative tool should immediatdy
follow. Make sure everybody knows and understands what is going to take place and what the
consequences will be should anyonefall to meet expectations. Once al this has occurred, the refreezing
process begins to take place and through proper nurturing and guidance the new vision will be refrozen
into the culture of the organization.

The current culture would not even continue if it were not passed on to new members of the
organization. Therefore, it is recommended that new members be assigned to fire prevention for two
weeks before they are assigned to shift. In the first week, a regimented orientation outlining the purpose
and vaue of dl fire prevention activities should be indtilled in the new members. During the second
week, they should accompany afire inspector S0 they can see and experience the importance of
ingpections, how they are not only vauable to the community, but aso to the engine company. This
should help indtitutiondize the change even if some of the older members never commit. If we foster the
new, the non committed will eventually come on board, quit or retire.

Because of the current mind- set toward engine company inspections, disagreement and
frugtration is to be expected. Remember not everyone will embrace the change. Be careful not to get

digtracted by employee fedings, but rather, concentrate on how you can assst them with the certainty of
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the change. The older employees are more likely to resist the change, because of having the greater
investment and more to lose by having to adjust to the change, or by choosing not to adjust. Before the
leadership team presents the program, they should have a complete understanding of who these people
are. Redizing the complexity of the Sate's certification, the leadership may choose to make some
gpecid provison for those who will have the opportunity to leave the organization through retirement in
the next few years. The author recommends, anyone planning to retire within two years should be given
the opportunity not to certify at the state level. This should help diminate afeding of losng their identity
or integrity and some of the anxiety, among the older employees. 1t may even hdp these individuas
come on board and help sdll the vison to the younger employees. The author aso recommends that
any employee who fitsinto this category and aready has their certification, be given an extratwo
percent pay increase at the next gppropriate time due to their willingness to comply with the initid
decision. However, before these items are acted on, it is recommended that the leadership conduct
further study, to ensure these two provisions would not hinder the organization in accomplishing its
vison.

The find recommendation encourages the leadership team to utilize the change modd located in
the appendix of this project to assst them in thair efforts to implement change both now and in the
future. Thismodd should aso be used by any specid task group established for the purpose of

recommending change.
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Appendix A
Change Model

Phése I: Analysis
Analyze organizational
change requirements

Phase IV: Evaluation/
Institutionalism
Evaluate/modify and
institutionalize prescribed
organizational change

Phase Il: Planning
Develop plans to respond to
determined change
requirements

Phase lll: Implementation
Perform tasks required to
ensure successful change

implementation
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Appendix B
Survey

EFOP RESEARCH PROJECT SURVEY
The purpose of this survey isto decipher the Wilson Fire/Rescue Service s organizationd culture
regarding fire prevention activitiesi.e., engine company ingoections. The results of this survey will be
included in an applied research project for the Nationa Fire Academy’ s Executive Fire Officer

Program. Y our response to this survey will be anonymous.

1. What'syour current rank?

2. Redizing that the overdl fire service has changed in the past decade, do you fed fire suppression
forces should focus more on fire prevention activities than in the past?

Strongly Agree Agree Disagree Strongly Disagree

3. | believe engine companies should play an active role in code enforcement by doing engine company
ingpections.

Strongly Agree Agree Disagree Strongly Disagree

4. | believe doing company ingpections will have a positive impact on our department’s code
enforcement / fire prevention efforts.

Strongly Agree Agree Disagree Strongly Disagree

5. | believe our department’ s commitment to implement engine company ingpectionsis a positive step
toward achieving our organization's misson.

Strongly Agree Agree Disagree Strongly Disagree

6. | believe our department’ s commitment to implement engine company ingpectionsis a postive step
toward achieving a safer community.

Strongly Agree Agree Disagree Strongly Disagree

7. | agree with our department’ s decision to become more actively involved in itsfire prevention efforts
by initiating an engine company ingpection program.

Strongly Agree Agree Disagree Strongly Disagree



8.

| believe ingpections should be one of the primary engine company functionsin our fire prevention
efforts.

Strongly Agree Agree Disagree Strongly Disagree

Additiond comments;
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